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[bookmark: _Toc169076250]Introduction
The concept of management is not new. In fact, it has been around for thousands of years, changing numerous times in line with society. However, many businesses still fail to operate effectively, even though the importance of it is clear as through positive correlations between leader effectiveness and business performance (Cakir & Adiguzel, 2020). To effectively manage an organisation, businesses must create an organisational management strategy, considering four main areas: planning, organising, leading, and controlling. In addition to this, both internal and external factors influence an organisation. The way in which each of these forces impact the organisation depends on each organisation individually as they all have a unique own culture, design, motivation, and leadership in operation. This report explores each of these four organisational management aspects, and how internal and external forces affect employees and the organisation as a whole within the Sony site in Pencoed, Wales. 




[bookmark: _Toc169076251]Organisational Design
Organisational design encompasses many different aspects of work life and is ultimately the process of how organisations are structured and operated in line with the business’ strategic objectives. If organisational design is positively implemented within organisations successfully, it can hugely benefit the organisation through increased employee productivity and boosted morale (Webb, 2023). There are 6 main elements of job design, work specialisation, departmentalisation, chain of command, span of control, degree of centralisation, and formalisation. Each are employed throughout Sony Pencoed at varying levels throughout the business.
Work specialisation mainly happens within the production area within Sony, where the roles on a production line are divided into multiple steps, completed by different employees. An example of this in operation is in one of the production cells, the process start to finish has been split into three tasks, the first employee is responsible for testing the software on the boards to ensure that it is working, the next employee is responsible for taking the tested boards and building them into completed units, and the last employee is responsible for packing the finished units into boxes ready to ship to customers. However, to ensure workers do not get bored of repeating the same work all day every day, where possible (depending on varying difficulty levels) the employees are trained on all stages and are moved around routinely to keep job satisfaction levels high. It is important that employees work is varied as if the employees’ tasks get broken down and simplified too much, workers are likely to feel boredom over time, resulting in high employee turnover (Staats & Gino, 2011).
The next factor of organisational design prevailing at Sony is formalisation. In the organisation there is a high level of formalisation, as there are highly detailed procedures in place that cover every work process that must be followed by employees, which are kept in departmental ISO’s and must be reviewed annually. In a highly formalised and centralised organisation, which Sony is, decision making is slow because any changes proposed must be fed up the line of authority as the decision-making lies with them. If any regulations change, or technology progresses in the market, Sony may find it harder to keep up with competitors due to the small number of people who are the decision-makers, and the length of time changes take to be implemented (Khalilov, 2023). 
[bookmark: _Toc169076252]Organisational Work Culture
An organisational culture is known to influence the way in which employees of that organisation act; the higher the number of employees that agree with and commit to the organisation’s key values, the stronger the workplace culture is. This is generally thought to be a benefit to businesses, as an organisation that has a strong, positive culture see less staff turnover, increased productivity, and higher annual financial returns (Harvard, 2023).
In Sony UKTEC, a strong work culture is prevailing, fostered through the rules and regulations in place and influenced by upper management and those employees who have been within the business for a long period who are aware of the culture, who help to pass it on to new employees. This is seen in Sony UKTEC through consistent messaging of what’s important from upper management, echoed throughout the business by most other employees. An example of an aspect of the workplace culture within Sony is innovation and continuous improvement. There is a consistency seen throughout the business, where everyone believes in being innovative, displayed through the process innovation wall display which shows all the improvements that have been made throughout the business in the past year, celebrating those who have been involved in them, and encouraging those who have not to become involved. Another shared principle within the business is caring for sustainability of both the environment and people. This is seen through the business motto, which is to do the right thing, every time. This message is displayed throughout the business and is talked about often in meeting throughout the business.
An external factor that changed work culture was the Covid-19 pandemic. The effect of this external factor on businesses was that they were required, through legislation, to stop/ reduce all on-premises activities and employees were directed to work online where possible. Due to this, many people felt disconnected and uneasy, as both work life and personal life had completely changed. However, a study conducted by Quartz found that the impact of the pandemic on work culture, surprisingly, was found to have improved, especially in organisations where the work culture was already strong (Quartz, 2020). Figure 1 shows how various elements of work culture changed since the pandemic.
[image: How company culture changed during Covid-19.]
[bookmark: _Toc169074278]Figure 1: How Company Culture Changed during Covid-19 (Quartz, 2020)

A key point to note is that even though some research suggests that a strong work culture outperforms a business with weak culture, this is not always the case. Market stability influences whether a strong culture outperforms a weak-cultured business – in a stable market the strong culture prevails, but in a market that is volatile, the weaker cultured business is more successful (Sorenson, 2002). 
Overall, every company has a work culture which ranges on the scale from weak to strong and it is of utmost importance that when someone new joins the organisation they fit into the culture.
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Motivating employees within an organisation has many benefits, the most notable of them being that it positively improves the organisation’s performance (Lee & Raschke, 2016). However, there is no one-fits-all approach to successfully motivate employees as everyone has different needs so there is no guarantee that a theory that works for one person will work the same for another. There are 5 main organisational theories, which are goal setting, reinforcement, job design, equity theory, and expectancy theory, these are generally not applied individually, rather applied hand in hand with others. This section will explore which of the theories are in practice within Sony.
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Description automatically generated]The first theory applied within Sony is goal setting, which involves setting very specific goals within a business, usually SMART goals (specific, measurable, achievable, realistic, and timely), to clearly define what needs to be done to achieve the goal. Within Sony, every year, each employee sets a minimum of 5 SMART goals which set out what they want to improve within the organisation and how they are going to achieve it. These are reviewed bi-annually with managers, and feed into an end of year bonus, where only individuals whose goals have been met will achieve a financial compensation. Setting these well-defined goals, alongside the financial compensation, encourages and helps individuals to achieve the goals easier. Setting clear goals is important to employees and the business - there is found to be a significant positive correlation between goal setting and job performance, as well as other factors (Baruah & Gogoi, 2021). See figure 2 for more details. 

[bookmark: _Toc169074279]Figure 2: Correlation coefficients between Goal Setting and Employee Outcome (Baruah & Gogoi, 2021)
Additionally, the reinforcement theory, originally proposed by B. F. Skinner, is also in place within Sony. This is where positive behaviour is reinforced through praise, or even or financial rewards, and negative behaviour is aimed to be extinct through ignoring it or negative reinforcement. Sony has a scheme called the recognition awards where if an individual does something above and beyond their regular responsibilities, they can be nominated for a recognition award and given a prize. 
To have the maximum level of motivation within businesses in the modern age, it is key that managers adapt their motivation methods based on everyone individually, rather than group people together as in a diverse workforce, such as that of Sony, everyone’s motivators are different. Some options in operation at Sony to motivate the greatest number of employees possible is through the employee recognition scheme, the flexible working scheme, and the opportunity to go on paid developmental courses through the internal academy or through external institutions. 
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Since the early twentieth century, when researchers began to study the leadership theory, the number of different theories has evolved exponentially mainly due to factors like cultural and societal change, and a change in priorities within the markets. Within Sony Pencoed, there has also been a change over the past year in terms of the business leadership styles as there has been a managing director change. Since the director change, this focus within the business has shifted away from only results-oriented to a more relations and change-oriented business operation so the consensus within the business is that people are being prioritised more, as well as being encouraged to be more innovative than ever before. The main styles identified within Sony are leader-member exchange theory, followership, authentic and ethical leadership. The leader-member exchange theory is the most prevalent leadership style seen at Sony, which is where leaders categorise their teams, mostly sub-consciously, into the in-team and out-team. The in-team get most of the attention, and more job opportunities compared to the out-team. Due to this, those in the in-team generally have higher job satisfaction and perform better at the job compared to those who are in the out-team (Regts, et al., 2018). An example of this taking place in Sony is within the sourcing department, where although it is one department, it is almost divided into two, where one half of the group gets handed more interesting and challenging work by the sourcing manager as they are more trusted and have a better relationship compared to the other team who do not.  
Being given a leader role within a business does alone does not ensure effectiveness, in fact followers play a significant role in the leadership process (Matshoba-Ramuedzisi, et al., 2022). To become an effective leader it is imperative that trust and credibility is gained from the followers, and that different leadership styles are implemented based on the individual that is being led. Recently within Sony, a new apprentice joined the supply chain so required a lot of attention from the manager. A few months later, an employee who had years of experience joined the same team and did not get the same amount of attention from the manager due to the experience that they had, so the leadership style changed based on the individual. 
Over recent years, there has been a shift to home working, mainly driven due to advances in technology and the Covid-19 pandemic. Due to this, the way leaders act within organisations have had to adjust, with 90% of leaders saying that they have changed the way they lead (Binnersley, 2021). There have been both positives and negatives due to the working from home, with 61% of people within organisations preferring the increased flexibility associated with home working yet 35% of people are finding it difficult to collaborate with other employees so feel disconnected (Binnersley, 2021). This is a major external force that has impacted businesses.
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Conclusion
Ultimately, the report investigated how internal and external forces can influence various organisational behaviours, specifically in relation to Sony Pencoed. Sony’s organisational design was discussed and the importance of it within businesses was re-iterated as businesses who have a clear organisational design are found to be more effective (Corkindale, 2011). Sony’s work culture was deemed to be strong, with a high number of staff whose mindset and actions align with Sony’s business goals. Additionally, the ways in which Sony motivates employees was discussed, concluding that there are various motivational theories in operation as every person within the business gets motivated in a different way, depending on the individual’s characteristics. Lastly, the leadership theories that are in place within Sony was explored. The key takeaway from this is that to be a leader means working with followers and gaining their trust. Without it, it is unlikely that a leader will be very successful.
To ensure the future success within the Sony, a recommendation would be for the business to keep up to date with changes in modern society. Be aware of any new research theories regarding motivating and leading employees and investigate whether any could be deployed within Sony to change the business for the better. Although sticking to older, trusted theories may be more comfortable, it is imperative that the business changes in line with society to meet employee’s needs and to be able to keep competing with other businesses. 









References
Baruah, P. & Gogoi, K., 2021. Goal Setting: its impact on employee outcome. SCMS Journal of Indian Management.
Binnersley, S., 2021. The Impact of Remote Working on Organisations & Leaders, s.l.: H2H.
Cakir, F. S. & Adiguzel, Z., 2020. Analysis of Leader Effectiveness in Organization and Knowledge Sharing Behavior on Employees and Organization. SAGE Open, 10(1).
Corkindale, G., 2011. The Importance of Organisational Design and Structure. [Online] 
Available at: https://hbr.org/2011/02/the-importance-of-organization
[Accessed 7 June 2024].
Harvard, 2023. Why Workplace Culture Matters. [Online] 
Available at: https://professional.dce.harvard.edu/blog/why-workplace-culture-matters/
[Accessed 4 June 2024].
Khalilov, E., 2023. To Understand the Complexities of Centralized and Decentralized Approaches in Managing Organizational Change and Innovation, Lodz: s.n.
Lee, M. T. & Raschke, R. L., 2016. Understanding employee motivation and organizational performance: Arguments for a set-theoretic approach. Journal of Innovation and Knowledge, 1(3), pp. 162-169.
Matshoba-Ramuedzisi, T., Jongh, D. d. & Fourie, W., 2022. Followership: a review of current and emerging research. Leadership & Organization Development Journal, pp. 653-668.
Quartz, 2020. Company culture is holding up surprisingly well in the pandemic. [Online] 
Available at: https://www.weforum.org/agenda/2020/08/company-culture-covid19-coronavirus-pandemic-work/
[Accessed 05 June 2024].
Regts, G., Molleman, E. & Van De Brake, H. J., 2018. The impact of leader‒member exchange on follower performance in light of the larger social network. Human Relations, 72(8), pp. 1265-1291.
Sorenson, J. B., 2002. The Strength of Corporate Culture and the Reliability of Firm Performance. Administrative Science Quarterly, Volume 47, pp. 70-91.
Staats, B. R. & Gino, F., 2011. Specialization and Variety in Repetitive Tasks; Evidence from a Japanese Bank, s.l.: Harvard Business School.
Webb, R., 2023. Helping Leaders Master the Art of Organisational Success. [Online] 
Available at: https://performanceninja.co.uk/blog/b/15-reasons-why-organisational-design-is-essential-for-your-business-success
[Accessed 29 May 2024].


image1.png
W increased M Decreased

Kind Generous  Supportive Demanding  Callous  Disconnected




image2.png
EMPLOYEE OUTCOME

Goal Setting

503+

** Correlation is significant at the 0.01 level (2-tailed).





University of Wales Trinity Saint David


 


School of Engineering


 


Organization design, organizational culture, organizational motivation, and 


organizational leadership existing at Sony Pencoed.


 


Lauren Lloyd


 


2315243


 


Degree Apprenticeship in Logistics and 


Supply Chain Management


 


10


th


 


June


 


2024


 


Organisation Management


 


(


ACMA402


0


)


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 




University of Wales Trinity Saint David   School of Engineering   Organization design, organizational culture, organizational motivation, and  organizational leadership existing at Sony Pencoed.   Lauren Lloyd   2315243   Degree Apprenticeship in Logistics and  Supply Chain Management   10 th   June   2024   Organisation Management   ( ACMA402 0 )                                            

